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JOINT PROGRAM MANAGEMENT HANDBOOK

PREFACE

This edition of the Joint Program Management Handbook updates and replaces the
Joint Logistics Commander's Guide for The Management of Joint Service
Programs, 3rd ed, pMu h by the Deklnse Systems Management College (DSM4C)
in 1987. This guide addresses changes in the joint requrements process and the
1991 and 1992 revisions of the DOD 5000 series" directives and instructions. If
you are new to the acquisition process, or ufamiliar with changes to the acquisition
process that have taken place since 1991, you should use it in concert with the
separately published Introduction to Defense Acquisition Management, 2nd ed. by
Joseph Schmoll (DSMC Press, 1993).

Like the Introduction to Defense Acquisition Management, this handbook provides a
quick guide to refresh the skills of experienced acquisition management
professionals and serves as an introduction to joint acquisition management for
students and newcomers. The views of experienced joint program managers are
quoted within this guide to give practical advice to the reader.

Suggested additions, deletions, and other changes are encouraged from readers of
this publication. Send them to the Chairman, Acquisition Policy Department,
DSMC, Fort Belvoir, Virginia 22060-5426.
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1
AN INTRODUCTION TO JOINT PROGRAM

MANAGEMENT

This haIKlimk is designed to help curient and future joint program personnel. It
contains advice that complements the more general Introduction to Defense
Acquiition Manasgemanet, 2nd ed., (DSMC Press, March 1993). It incorporates the
perspstives of faner joint program managers gleaned from a Defense Systems
Management Colege (DSMC-oso~red interview program. It is not a detailed
description of how each military serice manages those joint programs for which it
is the lead military service. Joint programs are managed on a day-to-day basis in
accordance with the lead military services procedure. These details are left to the
military service. This handbook provides additional guidance on policies and
procures that help assure a uccessfid joint program

DOD Instruction 5000.2 defie ajoint program as:

Any Defense Acquisition systemn subsystem, component, or technology program that
involves fonmal management or fiuung by more than one component duing any
phase of a system's life shall be classified as a joint program. This includes
po•iw•* w*em one DOD raxpmoent may be acting as acquisition agent for
another DOD component by mutual agreement.

As the defmition says, joint program mangement :ma) vary from a Joint Major
Doiase Acquisition Program to simply one military dqpartmat serving as a
prcuring agent for o . Befoxe each mieston deision review, all programs are
reviewed fir joint potential If the program is designated as "joint" at any of Uen
points in the liHe cl a joint pgram mana can be appointed Whetherjoint or

1-1
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not, all programs will have a program manage, no biter than six months after
Milestone I, Concq Demonstration Appmval.'

Joint programs can be established by the Under Secretary of Defense for Acquisition
and Technology (USD(A&1)) or by agreements between two or more military
=vices o defense agencies. USD(A&T) designates Acquisition Category (ACAT)
I progrms for joint service management, and other milestone decision authorities
may establish lesser category joint programs. Congressional interest in supporting
joint requirements and in avoiding duplication among the military services often
results in statutory or report language requests for joint programs. Joint programs
are established for some of the following reasons:

"* Provide a new joint combat capability

"* Improve military service interoperability and reduce duplication among the
military services

"* Reduce development and production costs

"* Meet similar multiservice requirements

"* Reduce logistics requirements through standardization

Joint program examples include the Worldwide Military Command and Control
System (WWMCCS), Joint Stand-Off Weapon (JSOW), V22 Osprey, the Joint
Surveillance Target Attack Radar System (JSTARS), and the Joint Tactical
Information Distribution System (JTIDS).

The Milestone Decision Authority (MDA) is the individual designated in
accordance with criteria initiated by the USD(A&T) to approve entry of an
acquisition program into the next phase. An MDA such as USD(A&T), designates
joint programs. Joint programs are generally formed by agreements between
component MDAs, or by direction of USD(A&T) or Congress. Formal milestone
reviews are conducted to encourage joint program consideration. Each military
service, the Joint Staff, and the defense agencies coordinate Mission Need
Statements (MNSs) to assess the joint potential of their requirements. The
sponsoring command assigns a Joint Potential Designator (JPD) in the MNS to
indicate potential for joint management, fuanding, development, or procurement.
Figure 1-1 presents these JPDs as defined in the Chairman of the Joint Chiefs Of
Staff Memorandum of Policy Number 77 (CJCS MOP 77) and DODI 5000.2. The
Joint Requirements Oversight Council (JROC) coordinates the JPD

nDODI 5000.2, page 3-10.
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Joint Potential Designator (JPD)
Independent No potential for other service use, systems interface, or

joint development or procurement.

Joint program management is inappropriate, but a potential for
Joint Interest other use or systems interface exists. (Formerly interoperating)

A potential for joint program management, joint funding,Joint Ior joint development or procurement exists.
S Source: 0001500.21

FIGURE 1-1
DEFINITION OF JOINT POTENTIAL DESIGNATOR

process for ACAT I programs, and the DOD components 2 perform the same
function for ACAT IL, H and IV programs. The MDA approves joint program
designation for ACAT I programs as early in the acquisition process as possible and
appoints the lead DOD military service. Additionally, each DOD service provides
the JROC an annual Joint Potential Assessment Report (JPAR) by the end of each
January that describes the program status and JPD of all acquisition programs with
joint potential. Formal program reviews determine joint potential before each
acquisition milestone.

All programs are tom between the requirements of the Executive Branch, Congress,
and industry. Program managers oftn call this conflict the "tortu triangle." The
joint program manager often fm a more complex version of the "tortured
triangle," because joint programs generally reflect more complicated joint
requirements and are often larger in dollar value to serve the needs of multiple users.
On the positive side, however, Congress and OSD usually look upon joint programs
with greater favor.

A successful joint program manager must learn enough about the requirements and
cultures of each supported military service to place a capable and supportable
weapon system in the hands of users. In Joint Pub 1, General Cohn Powell,
Chairman of the Joint Chiefs of Staff (CJCS), wrote, "Joint warfare is team
warfare." By analogy, the successfiu joint program manager must build a joint
team, whose members are skilled in their own types of warfare, and be able to
supervise an efttive joint organization. Some joint program staffs manage large
ACAT I programs. These are programs designated by the Defense Acquisition
Executive (DAE) valued at $300 million in Research, Development, Test, and

2The Office of the Secretary of Defense; The Mlitary Depamfments; The Chairman,
Joint Chiefs of Staff and the Joint Staff, the Unified Commands; the Dense
Agencies; and DOD Field Activities.

1-3
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Evaluation (RDT&E) or $1.8 billion in procurement in FY 1990 constant dolla=.3
ACAT I program offices have more senior-level oversight Other joint program
ofices generally operate within the lead Service' acquisition chain but face some
unique Ie cye challenges as will be described later in this guide.
Joint programs are managed through the lead DOD componenIs acquisition chain.
The formal definition of joint Programs includes programs with broad joint
applications and programs in which one component may act as acquisition agent for
another componenL Therefor the joint program manager must assess the needs of
the Unified Command4 and military service customers and establish a functional
management structure to accommodate their concerns This guide describes
regulatory requirements of joint programs and provides management advice
designed to support Total Quality Management (TQM)Total Quality Leadership
(TQL) concepts.

Views of Former Joint Program Managers:

• Jointness may be defined as a single system that satisfies the needs of more
than one component.

. Never lose sight of who the [joint] customer is and what exactly is required
to support the mission objective and requirements.

. Each military service has different terminology or "language." The joint
program manager is required to comprehend what the military service
"actually said" vs. what the military service "actually meant to say."

Authority for Joint System Acausition

In general, standard procurement law (e.g., The Competition in Contracting Act)
and regulations (e.g., the Federal Acquisition Regulation (FAR), the DOD FAR
Supplement (DFARS) and the component supplements) apply to joint programs.
The following should be emphasized for joint programs:

SThe Law:

DOD Reorganization Act of 1986 (Goldwater-Nichols) and
anoth legislative report, Defense Organization: The Need
for Change, which explains congressional reasoning for
icreasing jointness and the influence of the combatant
commanders.

3DODI 5000.2, page 2-3.
4Central Command; European Command Pacific Command; Atlantic Command,
Sothen Command; Special Operations Command, Strategic Command, Spa
Command, and Tamsportatios Command.
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- Seion 2308, Title 10, U.S. Code and DODI 5000.2, which
describe terms and conditions for military srvice withdrawalf-xjo pmprwn

Publication:

. DOD Directive 5000.1, (Defse Acquisition), the broad
pocydireve

. DOD Insmucion 5000.2, (Defts Acquisition Management
Policies and Procedures), which implements this policy.

- DOD 5000.2-KM (Defese Acquistion Management
Documntation and Reports), the "how-o" manual for
required documentation, including formats.

- CICS Memorandum of Policy No. 77, Requirements
Generation System Policies and Procedures. Provides policy
for requirements generation and the processing of MNS and
ORDs.

- JROCM-92-050, JROC, Administrative Instruction,
Requirements Generation Process.

1-5
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2
DEPARTMENT OF DEFENSE JOINT

ACQUISITION POLICY AND REPORTING
REQUIREMENTS

General

The broad policies of DOD Directive 5000.1 and the procedures in DOD Instruction
5000.2 and DOD 5000.2M apply to joint acquisitions. The DOD fmncwoirk of
integrated management applies to joint programs where fiscal resorces, operational
testing and evaluation, and logistics involve multiple services and may raise unique
integraton issues. This chapter highlights some policy areas of joint emphasis and
the key documents required aijoint programs.

Memorandums of Aireement and Memorandums of Understandin,

The terms Memorandum of Agreement (MOA) or Memora!idum of Understanding
(MOU) are usually interchangeable. They are the basis of a good joint program.
They define the ground rules from which most other management actions flow. The
rules for MOAs and MOUs for joint programs were defined in an MOA on
Management of Multiservice Prograns, signed 20 July 1973 (Annex A). It is stilt
the basis for the authority given muti•sevic program managers.

Early identification of cooperative opportunities enare all players are brought in
prior to the start of development Having iterested parties hammer out the details
before development Amuts is critical to succ= In putiwlar, the process for
negotiating the joint requimets as ideutifie in the MQU. Al participants must
clearly state joint operation requirements and agee to them. I all participamts
don't agme to the requirements "up fnt," the joint program manager will have a
hard time trying to stisf changing demands from two or more chains ofcommand.

Typically these are some issues that should be adressed in MOA and MOUs:

- Detuenine the pgamn mnaver's spe of auxity

- Estlabli seion itia

2-1
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- Ful prtneus

- Associam

* Detemine na,• nt o• anization and netionsiaps

- EsU Mqsh pomm reuirmens

- Etblsh pmo=m vfaritg &WSW
. Define who can ac hanges

"* Security

- Determine degee of'risk
- Wha is to becontroled

- How it wil bec utroled

" Funding

- Detmine fimding surae

-Shar
-Control

- Termination

"• Contacting

- whse rnde

" Conflict rlon dev

"• Ongoing ioutng groups to covr dhn wopim:
Requirments

Test

Not ail joint progas hmw MOUth or MOAM On the ther hand som have many.
It is pouibie lo no a propm widlut &Km dwyjust alm it eaier. Ital a pdMds
on the needs ota specfic pro gnt

2-2
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Acqston CatM (ACAT) I proranms an mviewed by tie Jont Rqirnts
Ovasigk Cwouil (JROC) prior to A isito o• Phase 0. At absequat
miumies , the JROC revirm ACAT ID joint pmpmn. DoD and militmy saevic=
formal acqusition mviews include an analysis of poemtol for joint program
desigimtiom

LiAW sa.vice-uque p niranh, joint progams must have short, dear lines of
ahority. 11pm 2-1 slmws a typical ACAT ID joint pogr autrity chain,
which includes an acquisidon adhority, program cecutmive ffcer, and program
manager. Hoever, some joit prgams may be sUumjmd with the joint program
manag rqmping di&m: to the Component Acquisition Executie.

A DEFENSE ACQUISITION EXECUTIVEUnder Secretary of Defense for Acquisition

r-CAE LEAD COMPONENT ACQUISITION EXECUTIVE
, /Assistant Secretary/Equivalent

PEO PROGRAM EXECUTIVE OFFICER
General Officer/SES Civilian

PROGRAM MANAGER
Col/Lt Col/Civilian Equivalent

FIGURE 2-1
JOINT DOD ACQUISITION AUTHORITY CHAIN

(ACAT ID PROGRAMS)

MW J019iz pW=ra reqpft~b* WAY be initaed by a Unified Command CINC
bA the p1drd moms is gafn tugh a milda•rtm in maqor of the

cered CINC

Mk jid pIrgram maMer shodud amrn the -ntaa ceOK&s
ranbuni for major pmanin e.&., dAn widle-see battlaeld suveiln
or a& tim • rcfical uprat in adven wadw. and at nighL

2-3
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Tie joint program manager must be sensitve so milibuy service concm,
e.g., operation in damp, alty environmenm s maintenance tszinin weight.

Just as for miita•y smviceuniq* progan, the Office of the Sertaqy (f Defenie
(OSD) Director of Operational Test and Evaluaion (DOTME) must approve, in
writing, the ad•qucy of all teting and mluation of all ACAT I joint prognram
This approval must be granted prior to fuil rase production decision (Mkstone Il)
and recive special reporting about operational testing. A lead organtization must be
designated to coordinate all testing involving mor than one Mllitary Department or
DeIfse Agency.

Lead Military Service Remumoibilities

The designated lead militmy service:

"* Is rsponsible for maintining curemt pregrm documentatimo

". Manas the flow of milestone review and periodic reporting through the
lead DOD service acquisition chain.

"• Manages the common research, development, test, and evaluation
(RDT&E) funds for assigned joint programs (unless directed otherwise).

Program Fundinu

The lead component funds RDT&E for all program aspects that satisfy common
reirements (unless funding eemption has been approved by the milestone
deision authority). Procurement is fiudd by the component in proportion to the
number of items being bought by each component. The lead component should
have total program funding authority and responsibility as follows:

". Participating components should fund componest-unique integration and
improvements and esulting prorements

"* Joint program managers should eumre that participants commit funds and
that MOAs and MOUs discuss funding.

The National Defense Authorizatin Act o 1993 changed the guidelines for
withdrawing from joint progrmns as follows:

"* For ACAT I programs, the head of the withdrawing DOD component must
notify the USD(A&I), the Vice Chairman of the Jont Chiefs of Staff
(VCJXS), and the concerned component acquisition authority before
withdawng• or 'hitanda reducingfprogram partcipatin.

"• Substantial reduction in program participation consst of a 50 pecnt or
mom decrease in its share of nod presidential budgt yer funding in total

2-4
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pro~p= m f ahin r in ajuimW~ *NMwke by the cmiponeWi seeking to
dune thir -iipdo

71W lead coi.v m the irnmp of the partichwaang component
witdrdawing or sibioAniily nduhcing Jplticiai ~le i JROC and Defme
Acquisition Boud (DAB) or DAB Commitee review this analysis and make

aidato lTU USD(AAMI mAke the fial detemination of ik the
withdrawingx 1,pon -naydropdtheprormoir adt~manta~y ruac=ei p ý aon
and whedher the withdrwing militazy service will be liable for any wi,;a~ung
funding costs The withdawing component may not reduce or eliminate funiding
prior to Uth USD(A&lYs final decision.

Similar proceduares art used for ACAT U-NV programs, with Uth lead component
making an initial. determinuation of whether the withdrawing component will have
continuing financial obliain for Uth program. For ACAT i1lIV prograws
withdrawal decisions by Uth head of the lead component or Component Acquisition,
Executive may be appealed to Uth USD(A&'I).

Views of Former Joint Proarm Marmeon:

*Joint training saves dollars and adds to trade-offs and osristance for
operational usrer&. Joint logistics (one depot) helps monies pass thrugh
v',7ous djc~ripints in tire PPBS Any )Yoinbresr" that wo*rk needs to be
emphasized and reemphasized to Congrssional staffers and DOD
agencies. Saves the pwrogani sometimes.

Any defaults or withdrawals from a program may have to be paid for by the militazy
service that bows out. The military service shiould continue to pay for the program
through the neot milestone or PPBS cycle.

A joint program, mugt have a sangle quality asstrance program, a single change
contro program, a aingle integrate test program, and commnon documnentation.

Reportiar itemiremerats

Throughout Ut acquistion lito cycle, ft joint program manage must comply with
a nunber of reporting requmireents. JIpue 2-2 presents a matrix shwing most of
the repots requirdfala ypialjont programofce. This matrix, adapted from, one
developed by the Unmanned Aerial Vehices (UAV) Join Program Office, is based
upon Uth reporing requirements specified in DOD 5000.2, Part 11, Section C, arnd
includes congressional and statutoy reporting requirements. Managers of other
joint progranm may want Io use this matrix =r a guide for cataloging their own

Beciame of Uth need to coordinate with multiple military services it often takes twice
na long U ar Ax a sng military sarVior prorm to FmDWW thes reprts

2-5
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Coatsoequey, the jobia praimuinmgW amob lo, m the pxopm ofics
iepwing niirawmaw at w ady sop mand allow stfchumti am s only for
devdqpingw the -ia~b abutd o 1 owdoaamui ien dough the miummy svim~

I*hievJndum Pnagnim Sumnuwy (IPS) mud it Iuuioda~me ms we mid to
suppoit "e4evd acqusides mpm igna~tt k 4is Ae in Past 4 of DOD 5000.2

COEAs (nwadamoy for ACAT I mnd HI piimis) me prqamrd by the lead
componuil and coasisdemd at zuilOam nviews begminnig at Mileson L Nf the
COEA is mq~plwentd by odio pariumpaniis the lead coniponeat nus ainn thet
asaimpti wiad maslwologies ame cunlstat Lawg jow proguun will lIke
have modlin afmpot to peafrmn this amalyuiu. Former jow psugram nunagers
recommenid seeraul diffemat models to iqwouve and vuifyr ualyus Ihe lad
coimponat head. or desigated rqueentatve,- ohm an operating command, is
responsible for the COEA

View of Fonim Joint RuammMna.

Economy of xale is an impoilet imme in due COFA and avquwimnts
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MCAD) I
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TheCARD. prqimdlby do Ind comonnt wuith~ inputs frun puiticipont. As ia
dn5egkqvice p~I . U.ýth CARD emlibe a syte dundrptin fo com-

estuammgPurpomes Forjiout jw o th CARD must indoile -imo .baiet
simi kfmi n Magsd In, by doI ptim~sad stvomcokwwpa m**waneuis
Ila CARD is jxuvkdud in pedmitmhy harm to the Cost Azulysia Jnqupunat
GroW

11. miliai sovice iaiellpi comnnund or agency produmthe U niia STAR or
throtmossomnmut repom1 dac~rid in P.1 4, DOD 500.2,1P bdx ilgome L Thm
SrAR coubiaja a a memi-q c fthmK~ eg&. hos&il air ddenom an analysis of
ftcbnicll ksile wompomu do couM Mod the IUI. - - Wna m andfcrica
*iveliM=c paaumed &Ka if dmnpd, cMul id the U. V rpn ygena 7U
DfizncW, Ddmme Imeilic Agency (DIA), advis te.U DAB and JROC and
validate. threst developed by U.e milituy mevice for DAB mvew. Mme jo"n
pangram shp~amMl understand U.e SrAR and be iale to brif its stoAhu but
shmWuldame subsatsum eimll*=ac bani to pm*.iond all*=ge officers.

Test and Rvahiaum~k NMAW Plom ITMM

TEMvI m docniae an Put 7, DOD 50.M M Joint propan requam a single
TEMP. The joint proammnae must broker a cocidinate TEMP with the
Partcipants ftr developuental testing and opematiom tet and evauaton In U.e
cane of ACAT I propnums U.e Director of Operational Test and Evaluation and U.e
Direcwo, Teat and Evauation (D)1) awe the appnwal aunwthoiti for TEMP..

CAMINDter Resmnms iki Cwle AIAnSSMEmt Plan(R"P

AutMated Dafta Processing (ADP) utilization is docomaneo in a Computer
Resmurce lIA Cycle Mamumeanet Plan (CRLCMP) Tim CRLO~IP presents U.e
govennac bat for naSaugag U.e coomputer syatm throughou its life cycle. I
addimes software nuinlenmc anedwod mance a system is fidked, which may

tehie U. aquisition of Conputer eqintand prqelmstio of fecilitie at U.e
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3
JOINT DEFENSE ACQUISITION MANAGEMENT

ORGANIZATIONS

Genera

This chapter discusses the organizations involved in joint program management. It
presents some historical background, describes the organizations that provide
acquisition oversight, descriles military service relationships, and presents issues
related to each.
Backeryumd

Joint program managers operate in an envionment shaped by fairly recent and
continuing acquisition reforms. The latest major acquisition reforms started with
President Reagan's Blue Ribbon Commission on Defense Management (the Packard
Commission, named for its Chairman David Packard, a former Deputy Secretary of
Defense). Among other things, the Packard Commission recommended the
establishment of an Under Secretary of Defense for Acquisition (USD(A))-now the
Under Secretary of Defense for Acquisition and Technology (USD(A&T)).
President Bush ordered a follow-on assessment of acquisition, which became known
as the Defense Management Review (DMR). The DMR reiterated the findings of
the Packard Commission, formed the basis for current DOD 5000 series regulations
(DODD 5000.1, DODI 5000.2; DOD 5000.2-M), and recommended a four-tiered,
streamlined acquisition structure. The structure runs from the USD(A&T), through
the Component Acquisition Executive (CAE), and full-time Program Executive
Officers (PEOs) to the individual program managers. Figure 3-1 presents a sample
reporting stucture.

Joint Proam Overniht O0

Joint program managers mrvising an ACAT I program are concerned with the
following personnel and orgnizations:
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the DAB about an ACAT ID program's readiness to proceed to the next
phs of the acxjuitsition lik cycle. 7*pcal iLaum include operational
effectiveness; program. cost growth and delays; Miure to meet technical
thresholds:, logistics or other mippoutability problems; threat assessment
changer test and evaluiationi isues; cooperative development or joint
military service concerns, and manpower availability. 11e USD(A&T) will
issue a DAB decision as a go or no-go decision, documented in an
Acquisition Decision MemoranduiLn
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A primary conrn of an ACAT ID joint progra manager is the time manaement
of his or her iterfc with oversight organizations. Meeting DAB milestones
requis months of pmparaim and uave Prior to DAB mv , the program
manager brief the using commands affetewd military service logistics
organizations; key military service acquisition offcials. such as the military service
PEO and CAE; and other affected organizations. DAB briefn dates are generally
not rescheduled unless the• is a very high-lev requiement or external reason,
such as congressional queries about a program.

Views of Former Joint Program Manae:

"* The joint program manager must learn perseverance.

"*W*en communicating with DOD agencies (OSD), the program manager
must rely on continuous dialogue to keep them up to speed on program
status and associatedproblem waeas, In the long run, OSD may prove to be
of assistance in keeping the program funded or to help resolve problem

Service Relatiimsh

Joint program managers must coordinate fiscal, logistics, and other matters across
one or more military service staffs and with joint users. To coordinate effectively,
the joint program manager must understand the nature of the joint requirement
Furthermore, the joint program manager faces a variety of users requiring special
attention. For example, an Army user may be more concerned about target vehicle
identification and issues within a sensor system (e.g., armored personnel carrier,
tank, or type of tank) than an Air Force surveillance system program manager who
focuses on airframe and sensor requirements. The Navy and Marines often have
special environental protection requirements for equipment used or stored aboard
ships Even equipment rack size can be a factor for supportability. Service-specific
use of technical jargon, informal military service networks, and unique
requirements, such as in the special opeations area, require a special effort by joint
program managers Figure 3-3 presents points of contact for joint programs.
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DoD Component General POC Specific POC

of of toe under DOoctor Acquisition Program Depu Director, Acqusition
= 0.y o Defense for Integration (Dir, API) Pogram Intetgraton for

Acquistion Systems

Management (DepDir, ASM)

Department of the Army Assistant Secretary of the Army Chief of Requirements.
for Research, Development, Programs, and Priorities
and Acquisition (ASA(ROA)) Division, Force Structure

Integration Directorate, Office
of the Deputy Chief of Staff for
Operations and Plans (DAMO-
FDR)

Department of the Navy Assistant Secretary of the Deputy for Acquisition Policy,
Navy for Research. Integration, and
Development and Acquisition Accountability (Dep, APIA)
(ASN(RDA))

Department of the Air Force Deputy Chief of Staff for Plans Director of Operational
and Operations (AFIXO) Requirements (AF/XOR)

CJCS (Joint Staff) Vice Chairman. Joint Chiefs of Chief Systems Program
Staff (VCJCS) Evaluation Division

(Ja/SPED)

Other DoD Components US Special Operations Director of Acquisition,
Command (USSOCOM) Special Operations

Research, Development,
and Acquisition Center (Dir,
Acq/SORDAC)

Source: Adapted from DODI 5000.2,Part 12B

FIGURE 3-3
POINTS OF CONTACT FOR JOINT PROGRAMS

Views of Former Joint Prom Managers:

Develop quarterly briefings for participants' staffs to keep them informed
on program status and to eliminate surprises

Ensure that the lead component develops the basic "system." Any
modifications added should be tested by the military service for program
compliance before implementing them into the mainstream.
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4
JOINT REQUIREMENTS GENERATION PROCESS

General

An understanding of requirements is especially key in joint programs for the reasons
discussed in Chapter 3. Moreover, because of the pace of change in our national
security environment and the resulting restructuring of the Unified Commands and
military serices that reflect this global environment, requirements are frequendy
altered today. The Secretary of Defense has assigned new missions to the U.S.
Atlantic Command, including overseeing joint exercises of CONUS-based forces
and peacekeeping support, and the U.S. Strategic Command was recently formed.
The Army is preparing for expeditionary operations under its Land Force
Dominance doctrine. The Navy and Marine Corps are planning for more emphasis
on littoral warfare as described in their From The Sea white paper. For its part, the
Air Force has undertaken the most major reorganization since its founding to
implement its Global Reach -Global Power strategy. Requirements generation is an
evolutionary process, defining a needed capability to fulfill a deficiency or exploit a
gap amid this changing military environment

Mission Need Statement (MNS)

The MNS identifies the need or deficiency in broad operational terms. It is written
afler analysis shows that nonmateriel solutions and existing systems will not address
the deficiency. Validation is the review by an operational authority' to confirm the
requirements, assess joint service potential, and make a Milestone 0
recommendation. The approval authority sends the requirement for action to
USD(A&T) for ACAT I programs and to the DOD Component Acquisition
Executive for other categories. The approval authority should also recommend the
Joint Potential Designator (JPD) and may recommend the lead component for joint
programs. The Unified Command CINCs and military service Chiefs may validate
and approve ACAT lI-IV MNS. With the exception of USSOCOM, the Unified
Command CINCs have no CAE. The Unified Commands generally work with their

' The JROC does this for ACAT I. Militmy service chief for ACAT IL III & IV.
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components to find a sponsor, but may send a MNS directly to the JROC for

resolution and recommendation of a lead component.

Operational Beaurements Document (OR!)

The ORD focuses on incorporating the results of cost-schedule-jerformance
tradeoffs from concept definition and cost studies The ORD documents system
requirements for fielded systems, including system capabilities and characteristics.
It specifies system requirements with regard to performance objectives and
thresholds and identifies key parameters. An objective is the most operationally
cost-effective level of performance. A threshold is the mn•imum acceptable level of
performance needed to meet the users need. Below this, the system's value becomes
questionable. Key parameters are those capabilities and characteristics so
significant that failure to meet them may cause the program to be reassessed or
tenninated.

The ORD provides a link from the MNS to the acquisition program baseline and to
the contract specifications. Comract specifications for the Demonstration and
Validation Phase must be consistent with (but not 'icL. -sarily match) ORD threshold
values. Contract specifications reflect objetive values in the Engineering and
Manufacturing Development Phase. At Milestone I1 (for Major Defense Acquisition
Programs), the JROC reviews critical system characteristics such as survivability,
size and weight, and interoperability, some of which may be critical system
characteristics, for Major Defense Acquisition Progams.

Views of Former Joint Program Managers:

"* A major cost driver is the inability to make decisions on joint requirements.

" Contract problems can be traced back to technical issues and related to the
ability to meet the requirements levied upon the system. Problems arise
from a lack of distinction between program "objectives" and "thresholds"
wherein the military services set their thresholds equal to their objectiv-'s
for fear that their objectives would otherwise not be met. The joint program
manager must validate the requirements on merit, with a value-added
perspective.

" The JROC process is important because of user participation and the
ability to coordinatelidentify requirements issues.

" In development of the ORD, 50 percent of the time is spent with users
dscussing trade-offs.
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5
LIFE CYCLE MANAGEMENT OF JOINT

PROGRAMS

Gzeneral

The acquisition life cycle, as depicted in Figure 5-1, consists of a series of decision
points and phases of activity. This chapter re~views thos decision points and phases
and provides general observations and recommendations regaring the joint
program manager's activities in each phase.

Deemntontp Concept fbaom.i Pdcto *olchlu

Exploration ration Engnering &APproducio operatin

Approval Approval Apo prvl A a

ACQUISITION MILESTONES

FIGURE 5-1
ACQUISITION PHASES AND MILESTONES

Pre-Milestooc 0 - Deftenalmdna of Missin ee

It is at this point in the acquisition cycle that the Joint Requirements Oversight
Council (JROC) reviews Mission Need Statements (MS) for potential ACAT I
Programs to determine if the expressed need is common to more than one military
service and may ultimately result in the initiation of a joint program. As discussed
earlier in this gud, joint pnigrams do not foirmally eidst at this point in the
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acquisition cycle. Nevertheless, if a joint requirement is deemed to exist, the JROC
recomameds designation of a lead compoe for conducting the Concept
Expioration and Development Phase ofthe program to the USD(A&T).

Milestone 0 - Concelt Staues Morval

The JROC examines the needs expressed by the military services to confirm that
they cannot be met by nonmateriel solutions (e.g., a change in tactics). For ACAT I
prograns, if the JROC determines that a common need expressed by two or more
components can only be met by a materiel solution, the DAB assesses the JROCs
findings and recommends to the USD(A&T) whether studies should be conducted.
The USD(A&T) formally initiates the Concept Studies Phase via an Acquisition
Decision Memorandum that names the lead components to conduct the studies;
identifies minimum alternatives to be explored; and establishes the criteria for
exiting the Concept Exploration and Definition Phase.

For ACAT 11 through IV programs, the militamy services, through the DOD
Component Acquition Executiveý determine whether to initiate the Concept
Studies Phase.

Phase 0 - Concewt Exploration and Defimition

During Phase 0, the lead component initiates a wide variety of short-term studies to
assess alternatives to satisfying the need. These studies address trade-offs among
cost, performance, and schedule. Although at this point a joint program still does
not formally exist, the activities of the staff conducting the studies begin to take on
some of the flavor of ajoint program.

This is a critical stage in the development of a joint program. The joint program
manager must conduct coordination among the participating military services to
identify their specific needs. The lead component staff conducting the studies needs
to be cognizant of the different military services approaches to system employment
and logistics support, to include possible militamy service-unique needs. Because of
the impact on the unit and life cycle costs of the alternatives, the quantities and the
logistics support infrastructures needed by each military service are also addressed at
this point Furthermore, whoever is leading the program, prior to the designation of
the joint program manager, needs to conduct inter-service coordination to develop
the acquisition strategy. The weapon system proposed acquisition strategy must
comply with all relevant arms control treaties, according to DOD 5000.2.

In sum, it is during this stage that the system requirements begin to take shape. As
verified through the DSMC-sponsored interviews with joint program personnel,
establishing the joint requirements that the proposed system must meet is the most
critical factor in determining the eventmal success of the program. In particular, the
participants must ensure agreement on system requirements and identify specific
seMve-umque rquirements that need to be paid for separately by that military
service.
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.Milesitim I - ConeM Desewdramio Anprova

This milestone marks the official birth of ajoint program. The decision to initiate a
joint program to develop a new system is made only aflt it has been determined that
the need cannot be met by using or modifying an existing military system, using or
modifying an existing commercial or allied system, or pursuing a cooperative
research and development program with one or more allied nations.

The decision to initiate a joint program is promulgated via an Acquisition Decision
Memorandum approving the initiation of the new joint program under the
leadership of a particular military service and giving permission to enter the next
acquisition phase.

Phase I - Demonstration and Vafidation

During Phase 1, joint program office activities go into full swing. The program
office is established (if not already formed) and jointly manned. Funding from
multiple military services is brought together under the control of the lead
component. Funding for common RDT&E is provided by the lead component,
while funding for military service-unique requirements is provided by the military
service needing the unique capability.

As the phase continues, contracts are let to develop and demonstrate hardware and
software systems, and testing is conducted to determine if the systems being
developed meet the established requirements.

In addition, the logistics support infrastructure required to support the system is
examined in detail. There are basic underlying differences in logistics
infrastructures among the participating military services. These differences primarily
affect maintenance concepts and maintenance support equipment. The joint
program manager must ensure that sufficiently detailed planning occurs to account
for these differences and that commonality is maintained to the greatest extent
possible.

Because this is the fledgling stage of the system acquisition cycle, it is the phase
during which the program is most vulnerable to external criticism, political
pressures, and change. During this phase, the joint program manager must work
very closely with the participating military services to maintain 'jointnesr" and to
balance attention betwn the internal day-to-day activities of the program and
external factors that may work to derail the programn Briefings to external
organizations become routine, and virtually every program management decision
needs to be coordinated through multiple channels. Historically, it has been
commonplace for participating military services to second-guess the joint program
manager and develop their ow independent technical and cost estimates regarding
the program. Such imdependent assessments, particularly if they lead to radically
different conclusions, can result in the premature termination of a program.
Consequently, it is absolutely essential for the joint program manager to b able to
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reconcile difbrencas among the participating military smvi so that common and
consistent dat ar presented to outsi organizations. This will prevent coMnfuon
and help mandtn an accurate understanding of the pogram by outside

At the end of the phase, the joint propam maungr ust be able to demonstrate
success in meeting the objecti ot the DemonsMtion and Validation Phase and
present results upon which to make a sound decision to proceed into the Engieermg
and Manufacuring Devopment Phase.
Nfilestoae HI- Develommen Annros

Devopment approval marks a significant step for any program, but it is even more
significant for a joint program because of the obstacles that generally must be
overcome to get this far. Becamuse of differences among the military services, some
joint programs never pan this step and are pursued no further. Others are
completely restructured at this point before they a pemitted to continue.

Although joint programs normally ame initiated at Milestone I, this step may also
mark the beginning of a joint program. Because the opportunity for satisfying joint
requirements is reviewed throughout the acquisition cycle, some individual military
service programs have been merged at this point into a new single joint program. A
recent example is the creation of the Joint Stand-Off Weapon (JSOW) Program,
under the leadership of the Navy, resulting from the merger of the Navy's Advanced
Interdiction Weapon System (AIWS) Program and some Air Force weapons
programs that were still in the Concept Exploration and Definition Phase.

In either case, Development Approval constitutes perhaps the most significant
acquisition milestone because of the commitment that has to be made by the military
services to the continuation of the program after this point. According to DOD
5000.2, withdrawal from a joint program by any participating military service may
require the withdrawing military service to provide continuing financial support to
the program. Although this requirement is imposed from the onset of the joint
program, given the much greater financial commitments associated with
Engineering and Manufacturing Development, the decision to proceed into the next
phase makes it extremely costly for a military service to withdraw from participation
after this point
Phase I - Endering and Manufacturina Development

The Engineering and Manufacturing Development Phase presents a continuing set
of challenges to joint program management As this phase progresses, many
activities within each of the participating military services need to be brought
"togther to ensure that the program proceeds on schedule. Among the activities that
present the greatest challenge to the joint program manager are joint military service
testing and planning for deployment and slbsequent logistics support.
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Syst* tersins ohem becomes a pdlemn aUa pfftmluly with reprd to how well
the system satiun pevim*y agreed upo "joWt" rqumeeamw There is oarn
pressure to develop mitauuy esviw-unique modifficm and vrias to the basic
system to meet unique raquanen(L Another me that arism is the desire by each
military sevice to pticpat directly in the tesing of the system, not only in terms
of Operational Test and Evaluation (OT&E) but also in Developmental Teat and
Evalation (DT&E). This competition has cim led to dup"cat tsing and the
manufture ofe•dtra test mots to =a* thm dmir. A unied tea plan under the
management of the lead component must be coordinaed with the participating
military services to ernsue that system tes address the teat concerns of the
patciai -fltrservcem
As the Engineering and Mahbctufiwing Development Phase progresses, more
detafied pblaning must be conducted regarding how the system will be dekoed and
logistically supported. T'he magnitude of planning activities diat must occur may
lead to the deveopment of argcý often separate staffs within the program office to
conduct the logistics planning for each military service and perform the necessary
inter-service coordinaion to ensure smooth deployment

The joint program manager must work with each of the military services to ensure
continued funding of the program. In particular, final agreement must be reached
regarding proposed production quantities and rates because of their effect on unit
costs and logistics support.
During this phase, the joint program office must plan for the support of the system
once it is deployed One such type of support entails collecting and analyzing
feedbck finm the user military services on the reliability of the systems used in the
OT&E. This means that procedures and systems need to be developed to physically
collect and process data that may be collected in different reporting formats and
processed using different computer systems. It also means that the joint program
staff that will analyze the data needs to be cognizant of the differences in reporting
cnteria, formats, and levels of detail used by the different military services in
collecting the data. T'h systems for OT&E may be acquired through low rate initial
production 011P). The number of systems needed will have to be coordinated with
the participating military services wdl in advanct The numbers will be based an the
military services' early operational assessment of prolotype during Phase L It is
important to note the reasons that may be used to justify an LRIP. fret, as stated
above, to provide prducim resentative articles for OTE; secod, to wok the
prokms out of the manuhcturing process and last, to ramp up to full rate
production smoothly. A program may not justfy LRIP fr meeating initi
operational capability 0C).
Milemtm M -1Pyduen AMMMAl

The decision to proceed fromn Enginer and Mammkturing Development into
Productio signA es tha the joint proIgam 1m mw1eedmly navigated innmunem le
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obstaces over the years and is ready to begin deivaing its product to the military
seic for use. To hand the producion of the systm, each participating military
auve nua program procureent dollars for its share of the production.

Phase M - Pnadmcdn andDdsun

During the rductiom and DVyment phase, the principal responsibility of the
joint prowa in is to eamure that the system is being built as planned, on cost
and delivered s•n•isctoly to the owe. This phase calls for evmn more coordination
with the user military sema particularly with regard to delivery of systems and
their accompanying maintenance support subsystem including exensive amounts
of technical orders and other documentation. To facilitate this process, the Joint
Program Office may need to have personnel collocated with the logistics
organizations of the user military services

Recgzg that virtually every major weapon system has considerable overlap
between the Production and Deployment and the subsequent Operations and Support
Phases, the joint program manage must ensure that procedures and systems are in
place during the Production and Deployment Phase to support the system after it is
fielded.

Feedback from users invariably results in a need to modify the system even as it is
being produced and deployed. This necessity means that the joint program manager
must continue to coordinate with the military services on requirements and identify
common and military service-unique modification requirements. Furthermore, it
means that, although the program is in the Production Phase, RDT&E funding must
continue to be provided to pay for continued development and testing of these
modifications. Agreement on the required modifications and funding for them can
normally be handled within the purview of the joint program office in coordination
with the military services affected.

Phase IV - Ownrafleo and Suort

Phase IV begins as soon as the first systems are delivered to the user and often
"ovelaps Phase Il No milestone is associated with the beginning of this phase. The
prumay responsibility of the joint program manager during the Operations and
Support Phase is to ensure that users' needs continue to be met, primarily through
tracling system reliability and processing problem reports. It also entails managing
continued production of spares and repair parts and maintenance support systems,
identifying the need for system modifications and improvements, and managing
them once they are approved.

As mentioned above, there is usually considerable overlap between the Production
and Deployment and the Operations and Support Phases. Furthermo, it is
common for a joint program manager to have to manage multiple variants of a
system, each ofwhich may be in a different phase o(the acquisition cycle. A classic
example of such a program is the AIM-9 Sidewinder air-to-air missile program,
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which as of 1991 incudes the AIM-9L in the Operations and Support Phase, the
AIM-9M in both the Prodchition and DqAoymet and Operations and Support
Phases,~ the AIM-R in the Enginering and Manauftcimn Development Phase,
and the AIM-9X in the Concept EVxploimn and Development Phase.
Mildone TV - Major Mocd Agn,•l (Nr

Somnetimes a majo modifiction. to the inystem must be nade, because of evolving
changes in the threat, to overcome d ei discovered through operational
testing or use, or to reduce operations and suppr costs. Changes that need to be
made to systems still in pmduction arm considered "modificabons" according to
DOD! 5000.2. As described therein, wheaneve the magnitude of such a
modification is such that it meets ACAT I or I1 criteria or is designated as Major
Defense Acquisition Program by the USD(A&I), the proposed modification needs
to be submitted for Milestone IV approval. In contrast, changes to systems that are
no longer in production are considered "upgrades," and must be submitted for
Milestone 0 approval where the proposed changes compete against other conceptual
alternatives to the change. For modification or changes that do not meet ACAT I or
I1 criteria, procedures must be coordinated with the participating military services.
When either situation occurs for a joint program, the joint program manager must

ensure that all of thc required data are gathered and the necessary analyses are
conducted to support the decision process.
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6
JOINT RESOURCE ALLOCATION

eGeneral

As discussed below, the joint program manager is involved in the four phases of the
Resoure Allocation Process (RAP):

" Planning, Programming, and Budgeting (Phase I)

"• Enactment (Phase H)

"• Apportionment (Phase I)

"* Execution (Phase IV)

These phases are calendar-driven and are independent from the event-driven
acquisition process. The joint program manager must take care to not confuse the
phases of the RAP with those of system development

Phmas I - Planning- Proom.min and Budeetine System W•)PDS

Resoures for joint programs are provided through the DOD Planning,
Programming. and Budgeting System (PPBS). From the standpoint of the joint
program manager, the military service Program Objective Memorandums (POMs)
and budgets are usually the source of programmatic funding. OSD and the
Commanders in Chief (CINCs) of the Unified Commands can provide support for
joint isses, including specific programs, during the PPBS cycle.

The Deputy Secretary of Defense (DEPSECDEF) manages the PPBS with the
advice and assistance of the Defense Resource Board (D)RB), which he chairs. The
advocacy for joint programs in the PPBS process often comes from Congress, OSD,
the Joint Staff and the Unified Commands The joint program manager should be
aware of the military stately for employing his or her program in order to
understand the related planning and programming processes that occur in the
military services, Joint Staf, and OSD. For example, U.S. Southern Command
(USSOUTHCOM) counters Latin American security issues with a peacetme
engagemet sUMa that uses command, control, communications, and intelligence
(C31) sygems to help hoad govrnments coe with insurgents, narcotics traffickcers,
and other thnati In biennial PFBS yew and in other designated years, the Unified
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Command CINCs can advocate system and other needs through Integrated Priority
List (IPL) submissions flora the CINCs to the DRB through tie JCS.

View of Former Joint Eam Mana

Must understand the PPBS proces and associated "MilLk " Program
manager must learn not to panic and have most documentation available to
give honest, if tentative answers.

Phase U - gactmet

Congressional review of the DOD portion of the Presidenes budget is undertaken by
authorizing comnumees and appropiating committees before budget bills are
introduced into law. Congressional authorization specifies the substance of a
program, including authorizations for major weapons programs. The Senate and
House Armed Sevies Committees are the major DOD authorizing committees. A
review of their subcommittes suggests some areas of interest The Senate Armed
Services Committee has subcommittees on Readiness, Sustainability, and Support
(including military construction); Strategic Forces and Nuclear Deterrence;
Conventional Forces and Alliance Defense; Defense Industry and Technology;
Manpower and Personnel; and Projection of Forces and Regional Defense. The
House Armed Services Committee has subcommittees on Research and
Development; Seapower and Strategic and Critical Materials; Procurement and
Military Nuclear Systems; Investigations (including jurisdiction over acquisition
regulations and related procurement matters); Readiness; Military Installations; and
Military Personnel and Compensation. The House Armed Services Committees has
established panels including Special Operations and Acquisition Policy. The jeint
program manager may have dealings with the staffs of these committees and, more
formally, through OSD or military service congressional liaisoi. It is important that
the program description provided to Congress be consistent with authorization bill
language. Moreover, the joint program manager should be aware of report language
affecting his or her project, since failure to note the language may result in funding
or statutory penalties.

The House and Senate Appropriations Committees and their Defense
Subcommittees on Dolbase and Military Construction start formal remiews of the
proposed presidential budget in Febry. Appropriations committees apply funding
across all federal programs, e.g., education, defense, entitlements. Accordingly,
competing demands such as infrastructure needs often result in defense decrements.
The appropriations committees reconcile authorizations with budget funds. The
House and Senate vote on both authorization and appropriation bills after conference
committee meeting The OSD Comptroller issues guidance when the authorization
and appropriati bils are inconsistent (as they can be). If enactment of the
aROPrao bill is delayed beyond the start of the fiscal year, a "continuing
resolution" is passed to authorize obtigaions that do not exceed the lesser rate of
prior year obligations or what is reflected in prior action of Congess. OSD and the
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Mity = ov a pm - u -& dainug "continuing resolutions" These
candistiag rdutims usally allow fMral am es to operate for a fixed period at
a ruod speuding rate while Congre finishes work on each agencys actual
- Iet foUhe conn year.

Views fF~omxzAWEWrobmn fiMa_:

"* The bigest problem asociated with congressional and military service
staffs isperceptions

"* Briefings on the "Hill" to congressional staffers are important to aid
communication and exchange of important program status datai

Phase m- Annortionimt

The Office of Management and Budget (OMB) allocates funding to OSD. In turn,
these funds are reallocated to the military services and other DOD organizations.
Apportionment allows the President, through OMB, DOD, and the military
services, to control funding execution rate Joint program managers are affected by
the wonitoring that accompanies this process. The military services monitor the
idtcs at which funds are committed (assigned to a project); obligated (placed on
contract); and expended or disbursed (paid to a vendor). OSD uses the information
collected and analyzed by the military services to exercise its financial control.
OSD's control includes taking money back when expenditure or obligation rates are
too low or assigning to the military services, and other organizations, recoupment
objectives, and plans for saving current or prior year funding. The joint program
manager needs to be cognizant of the cycles within each of the military services
from which he or she obtains funding. As an example, one nmjor joint program lost
several million dollars because the other participating military service's deadline for
pulling unobligated money back occurred much earlier than the lead component's
deadline.

Views of Former Joint Program Mamers:

"• The program manager must understand the PPBS process and have a
working knowledge of each military service's budget process. Each
military service must have money to support the prgram," this precludes
any problems encountered in the system development phase.

"* Budget shortfalls need to be addressed for each military service's budget
submission window and discussed with the program management team or
working group.

Phase V- ExeTtion

The execution phase occurs when apropriated funds are spent on defense programs.
The obligation and expenditure terms discusse above apply to the execution phase,
since the progam expenditures provde the raw data that DOD uses for
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apporbtioentmngment The DOD fiscal structure is a biennial process tied to
Congress The DAB iruc discussed in Chapter 2 is a DOD managment control
sysmn that can be ovaerue by the budgm Th DAB can clear a program to
advance to the next milestone, but DAB guidance is legally and practically
contingent on fending.
The inherent tenion in the process for joint program managers is that the PPBS is a
calendar-based process, while joint program funding needs are related to acquisition
milestones, engineering, and production schedules. A sensitivity to the military
service personnel who monitor the budget aspects of joint programs is crucial to
finding ways to adjust de DOD reso management system to individual
programs. For exampe the military services have been delegated $10 million for
O&M and procurement and $4 million for RDT&E reprogramming authority from
OSD and by Congress through past practice. This delegation is called below-
threshold reprogramming and applies across the life of the appropriation. For
example, RDT&E is a two-year appropriation, and the $4 million threshold applies
across the two years Larger fnding amounts can be reprogrammed (redirected) to
higher priority projects under DOD or congressional authority. The PPBS and
execution are also related in that the program manager must work with budget staffs
to provide necessary funding continuity for projects. Contract and budget staffs can
help the joint program manager plan for needed fiscal continuity. Execution is
closely related to the PPBS calendar cycle, but driven by technical events.

Using other defense components to contract and manage key program activities can
adversely affect program execution if they fail to spend the program funds as
planned. Consequently, the joint program manager must work closely with program
control personnel to monitor execution of funds.

Views of Former Joint Progrmm Managers:

" Understanding the "color" of money is a necessity. The program manager
needs to understand where, when, and how the money comes. He or she
needs to know the (color) differences of RDT&E, Procurement, and O&M
dollars.

"* Gaps may exit from program start to entry into production; therefore a
program manager must have periodic reviews of the program to ensure
focus, intent, and purpose remain at the forefront.
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7
BUSINESS AND TECHNICAL ASPECTS OF

SYSTEMS ACQUISITION IN A JOINT
ENVIRONMENT

This chapter discusses business and technical aspects ofjoint program management
It complements Chapter 5 (life cycle management) and Chapter 6 (PPBS issues) by
highlighting selected acquisition areas:

"* Program Office Administration and Personnel

"* Acquisition Planning

"* Acquisition Program Baseline

"* Program Protection and System Security

"* Contracting

"* Request for Proposal (RFP) Preparation

"* Systems Engineering

"* Risk Management

"* Integrated Logistics Support

"* Total Quality Management

"* Configuration Management

"* Operational Test and Evaluation

rM Office Admnml•in and Personnel

Administrative and personnel planning are important for joint program Joint
Program Offices follow the lead DOD compoen's acquisition regulations and
should use the lead DOD componeats administrative procedures. The joint
program manager must recognize that some key administrative mattews, e.g.,
funding and personnel evaluations, must be prepared in accordance with sister
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miliay service standards. he duy jouint pmgram manage is nonaly sdected
from the mos important toicpating milay service The de"y is crucial to
building and sustain*n relationship with the sster military service and in serving
as an aher ego of the joint program manager, espeially w-.i the program manager
is travelmg. It should be noted that when morm than one participating military
service is involved, the program office may have a deputy program manager from
each. The selection of other key personnel such as the logistics manager and key
system deputy manager (e.g., Deputy Program Manager for Avionics) requires a
sensitivity toward other military services' career paths and rating procedures. It is
important to review the personnel briefs of key personnel who are nominated for
program roles.

Matrix management is often an effective way to manage joint programs. The lead
component usually provides the greatest amount of engineering staff, with
participating military services performing discrete tasks or providing integrated
personnel. Given normal fluctuations in design and engineering schedules, matrix
management is often used to align engineering personnel with tasks.

View of Former Joint Program Manager:

Always split work with the deputy program manager. The requirement may
be based on expertise, but cross-talk is important for program performance.

Acquisition Planninn

Joint programs require special attention to multiservice funding requirements and to
acquiring the right mix of joint expertise for the source selection process. The
acquisition plan must specify appropriate joint funding commitments, including the
type of moneys required. Joint users and military service logisticians for systems
should be represented on the Source Selection Advisory Council, the Source
Selection Evaluation Board, and in Statements of Work (SOW) reviews and
Contract Data Requirements List (CDRL) calls.

View of Former Joint Progam Manager:

* Relationships are important to cultivate and manage through the program's
life cycle.

View of Senior JROC Member

"* "Key performance parameters should be output-orienteg measurable,
achievable, and testable. " Attributed to the Vice Chief of Staff USAF.

Acauisition Prommn Baeie

The Acquisition Program Baseline (APB) is developed by the program manager for
the Milestone I decision. A Development Baseline is prepared at Milestone U and a
Production Baseline is prepared at Milestone III Part 14 of DODI 5000.2 describes
baseline fonnats. The joint program manager submits the baseline through the
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decision chain to the Milestone Decision Authority. For ACAT IC programs, the
Component Acquisition Executive will approve the baseline and forward an
information copy to the USD(A&T). For ACAT ID programs, the lead DOD
service will submit the APB to USD(A&T) for approval.

The acquisition program baseline contains key cost, schlkule, and performance
parameters for the program. ACAT I programs have the most formal deviation
reporting requirements, but all programs will require program baseline deviation
reporting Joint program baseline issues have involved a lack of understanding of
key performance parameters and their significance. Joint program managers need to
keep consistent parameters in key documentation: operational requirements
document, the TEMP, the acquisition program baseline, and in IROC presentations
for ACAT I programs.

Program Protection and System Security

Joint programs must have an effective security plan. The plan should protect key
sensitive aspects of the program from espionage threats and include government and
industry program participants. The plan should discuss operational security
(OPSEC) issues, especially if the program is sensitive. Security is important to
program execution because delays in security clearances and plant accreditations can
adversely affect scheduling, especially in special access programs. Information
security is becoming more of an issue. Communications and computer systems must
be accredited for various levels of classification, including special access levels.
Delays in accreditation can adversely affect the program if the joint program
manager does not plan for system certifications. Additionally, communications
security (COMSEC) equipment is increasingly embedded in equipment at the
design stage, requiring early planning for COMSEC.

Views of Former Joint Program Managers:

"* Must have program protection plan for sensitive programs.

"* Security issues and special access requirements need to be addressed in
MOUs and MOAs. Identify constraints and responsibilities of military
services and contractors. Sometimes lead component regulations are
followed; if this is the case, need to ensure all military services associated
with the program understand primary guidance

"* SpecialAccess Security is a major issue that needs to be addressed.

Contractine

Contracting is controlled by law and acquisition regulations. Accordingly, the bulk
of contracting is standard across the military services in its broad framework, but
there am differences in military service proposal evaluation procedures and other
operating procedures. Since joint programs may have more requirements changes
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than other pmograns, a good relatiomnhip vwi conth uacing a imporant to transilae
dojectives into contract tun and Was.
Views of Fo'mn" Joint •~ne•

"Conracting peronnel must be brought in early to help with joint
programs' effort& Contvictng officals must be aware of operational
requirements. They cannot write contracts on "floating" requliwrents.
Contracting personnel must be visionaides and have pspectiws on
creative contracting.

"Contracting is an area that is of great importamce to the joint program
manager. Contracting may provide a view on acquisition and business
strategies, associations with contractors (what you can say and do), and
applications to the Contracting Officers Representative (COR). A problem
for the joint program manager is the lack of multiservice contracting
procedures.

Reguest for Pronosal (RFIP Prenaration
RFP preparation for joint programs is similar to single-service RFP development
However, joint military service RMPs require more careful coordination of evaluation
criteria and other key factors. ACAT I programs have a statutory requirement for
competitive prototyping resulting in yoffs" or "shootoffs" during Phase I, but
competitive prototyping is waiverable. Lower ACAT programs must also factor in
how they will maintain competition throughout development and production. Joint
program managers must also understand the significance of RFP language relating
technical and cost evaluations. The more the draft RFP language emphasizes
technical merit over cost, the greater the chances of the RFP driving the program to
the most costly solution in a technical area. Nevertheless, identified high-risk areas
may still warrant greater emphasis on technical merit over cost.

View of Former Joint Program Manaer-.
" Successful programs have a common purpose from the beginning. This

saves time, money and precludes "gold plating. " Program requirements
should be thoroughly addressed with respect to objectives and technical
feasibility.

"* Bring users and contracting personnel in early to review concept
formulaton.

Systems Engilneertn
As with service programs, systems engineering in joint program management is an
essential tool. I e.g., sensor to ground statio munitions to
multiple military service platforms, can be analyzed by operational research
technique t devsop opt ium soltions. When comsined with analysis of key
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pammeters and operational testing. sysms anal- can help a jout program

manager effectively limit risk in a very comnplex undertaking.

Views of Former PmmManawM :

"integrated Pdrodct Team (MfT) (contractor and government personnel)
integration was useful and necessary in keeping program together and on
trc The contractor identifies high-profile, priorit and cost issues they
want the joint program manager to control and monitor. Teams are
identified to hande issues, i.e., security ad maintenance. The contractor
identifies teams and the executive board monitors overall management and
timeliness

" Military services have to establish requirements priorities, and technical
parameters at program implementalion. Before each acquisition phase,
define requirements and redefine thresholds and objectives.

In many ways, program management is risk management, and joint programs dd to
the number of risks facing the joint program manager. By definition, the joint
program manager has multiple users, requirements, and funding sources. 'These
customers, in the broad TQM sense, can adversely affect the health of the prc gram
by requirements and funding variations and by raising political issues. A co umon
issue is the degree and effectiveness of interoperbility of the new system with
participating military service systems. Accordingly, the joint program ger
should be careful to monitor technical risks in order to help maintain program
consensus and to ensure proper interoperability.

Risk control is an active way to manage program risk. Multiple development efforts
and early prototyping are methods of minimizing risk in programs. Another way is
to include a low-risk design backup in case the higher risk primary approach is not
feasible. Preplanned product improvement provisions, evolutionary development,
and other incremental development techniques, especially if coordinated with user
commands, can split development problems into small increments and defer large
risks. The use of standard software and software reuse can also minimize software
and program development risks. Finally, when a parameter such as weight or range
is vital to system performance, it may be appropriate to use a board that has
representatives from all affected technical functions to closely monitor its progress.
This may be chaired by the joint program manager. It provides management focus
to the parameter by staffing all changes that affect the parameter. The board can
also relate logistics and other functions to the key parameter to improve life cycle
system performance.
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Views of Former Joint Program Manaeers:

" Interoperability is the number one concern among all military services.
Commonality (standard maintenance and repair) is also important.
Interoperabilily includes the joint interfacentegration of documents and
integration with users !o determine what it is you want to interface.

" OSD policies, which attempt to drive a "common " plaOorm or system, have
an impact on addressing all the military services' requirements and may
need to be reviewedfor overall program effectiveness.

Inteerated Lotig Supoort

In warfare, logistics is often the most serious planning constraint. Given this
military imperative, it is important to understand both lead component and
participating military service logistics policies and procedures to field a sustainable
system. Continuous Acquisition and Lifecycle Support (CALS) should be
considered for integration into joint programs. Failure to achieve logistics
agreements with military service logistics chiefs can lead to mandatory reviews and
program turbulence. An Integrated Logistics Support Plan (ILSP) is prepared to
document the required logistics support.

Within 90 days of awarding the Phase II contract award, the joint program manager
must ensure that the lead component reports to their senior logistics authority' and
initiate work on an inter-service iogistics support agreement. This agreement is
completed prior to Milestone M. If a program fails to meet this 90-day milestone, a
program review will be chaired by the logistic head of the lead service. This review
focuses on removing impediments to inter-service logistic support through a time-
phased action plan.

View of Former Joint Program Manager:

* Joint logistics (one depot) helps monies pass through various check points
in the PPBS.

Total Oualitv Management (OM)

Effective quality management (or total quality leadership, in the Navy) comes from
understanding the customer, tailoring procedures for the situation, and providing an
environment in which personnel can professionally grow and develop. Successful
joint program management requires the TQM principle of identifying as many of
the program's customers as possible: military service PPBS personnel, acquisition
leadership, contractor engineering personnel, using commands, test and evaluation
personnel, etc. The total team must be energized to provide the best systems and

'e.g, Commander, Air Force Materiel Command, or to his designated
represtentative.
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suom fjor the use, often assigned to the Combatant Commands and their
coanpoa Moroover, joint poam management is inheently stressful.
According, the program offi staff should be coached and developed to do its best.

V iews oFormer Jo m am MaML:
" Joint prgrams should have a short but concise training program for

personnel newly assigned to the program.

"* People issues are very demanding injointprogram management.

"* Joint liaison through the life cycle of the program provides continuity and
authority.

Configuration Manaement
Configuration management is always challenging but can be more difficult in a joint
program. Some users, with good intentions, will want to introduce government-
furnished software to tackle a particular task such as aircraft scheduling or flight
time recording. The sense of former joint program management debriefings was
that a good handle on configuration management indicated effective program
control.

View of Former Joint Program Manager:

"* Wen you have good configuration management, you have firm control of
the program To get a background on joint program management, review
reportsfrom DOD/iG and GA O representatives.

Operational Test and Evaluation

The art of joint management in this area is in planning for lead component test
management, sister military service participation, and fidelity to user requirements.
In complex joint programs, operational tests should provide feedback to the users
and to demonstrate system supportability. In other words, the effective joint
program manager will use the test and not resist the test Operational tests are also
used to identify new uses and tactics for the system. Joint users must be involved in
operational tests to further military knowledge and tactics in areas like Short Takeoff
or Landing (STOL) employment, low-observable systems, and other new
warfighting technologies. This cooperation must be described in a joint TEMP,
which is coordinated with the participating military services. Separate testing
provisions may be allowed for military serviw-uique systems or modifications.
Such separate testing must be paid for by the militay service with the unique
r-luir-ment.
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8
JOINT PROGRAM MANAGEMENT

General

This chapter reviews the previous chapters by highlighting and integrating
significant management issues.

Program Office Structure

Joint program management should start with the user's vision of the military
requirement, e.g., more lethal and supportable munitions or wide-area, all-weather
battlefield surveillance. The program manager should then think in broad terms
about the best program office structure to meet those requirements. Traditionally,
these structures have ranged from a jointly staffed program office with ties to
military service points-of-contact to a single military semce program office
receiving some funding from other militay services.

Proeram Office rer

Joint programs require a charter to formalize their roles and missions and to clari1y
joint standing with the military services. Although there is no set format for these
charters, the following areas should be addressed:

. Designation of the program

. Statement of program objectives

• Joint program managers role and accountability consistent with DOD 5000
series

• Specification for joint funding consistent with withdrawal rules discussed in
Chapter 2

. Definition of military service roles

. Reporting requirements consistent with 5000 series prohribitions on dual
reporting

. Program office organization and initial staffing

0 Joint operating procedures
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SAsignment of a deputy program manager, usually from the major
patcatng miitr wvice

• Methods of resolving military service conflicts, usually referral to a higher
authority

SCreation ofjoint committees for source selection, test, and evaluation plans,
etc.

* Performance evaluations of personnel

* Provisions to review and update the charter

Management

Joint program managers must deal with changes in military service requirements,
doctrine, tactics, and funding. Figure 8-1 describes the affect of this on program
documentation.

Chanfes to the Threat

As mentioned earlier, joint program managers must be particularly sensitive to the
military environment of their program. Significant changes in these areas have
ripple effects in the Integrated Program Summary, especially its risk assessment, the
TEMP, the RFP, the ORD, engineering specifications, and the STAR-

Operational Reauiremientferformance Chanw, e

The nature of joint programs can result in changes and "requirements creep."
Range, payload, and other changes need to be documented in the Integrated
Program Summary, especially the Risk Assessment, Acquisition Program Baseline,
Integrated Logistics Support Plan, TEMP, engineering specifications, RFP, ORD,
and STAR. Related operational performance parameter changes require the same
documentation, without any STAR changes.

Ooerational Ismoo and Tactics Changs

Joint programs are also more subject to changes in user employment concepts and
tactics. For exampk the Air Force may publish a new Bomber Road Map that
affects the program, or relatively new peacekeeping requirements in support of
United NationscontrolW forces may cause program requirement changes. The
COEA, TEMP, and ORD) should be updated to reflect operational changes.

Sortware Reauirements and Testine

Changes in software requirements and testing also ripple through a joint program,
much as a major operational change, because of the pervasive influence of software
in modem weapo systems
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SThen Must I

MModify 
These lii

If Any ChangsIn These

Targets/Threats X X X X x

Operational Conditions x x x x x x
Operational X X X X X X

Performance Parame ters
Crew Size x x x x

Software Requirements X
& Testing

Test Article Requirements X X X X X X X x x

Operational issues/Tactica X X X

Support Equipment X X X X X X X X

Simulators X X X X X X XD~eevelopmeant
Reurements X X! X X X X

Most Promising x x x x x
Alternative

Acquisition Strategy X X X X X X

Program Schedule X X X X X X X X
Cost Estimates X X X X X X

Support System X X X X X X

Training X X X X

Built in Test (BIT) JiCapability r

Component Requirements X X

FIGURE 8-1

REQUIRED CHANGES IN PROGRAM DOCUMENTATION
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On=e wd Umawtaiutt

As discussed in Chapter 7, systems analysis of relationships is a usef tool for joint
program managers. The joint program manager should expect more changes in his
or her program for the reasons discussed in this handbook and adaptively plan to
integrate changes and reduce uncerinty in key program armas.

The program team, including contractors and military service budgeW staffs, can
adapt to change, but uncertainty about key production decisions is likely to drive up
costs and otherwise adversely affect the program. Therefore, program control must
emphasize communications to help the program staff adjust to change constructively
and not to become unfavorably altered by uncertainty. Strong leadership is needed
to meet program goals in a dynamically changing geopolitical and physical
environmen

Political Dynamics

As explained in Chapter 1, the definition of ajoint program includes multiple users.
These users and their constituencies will exert pressure on the joint program
manager through reuirements changes and fiscal decisions. The joint program
manager needs to understand the concerns of his or her users and military service
proponents, acconmmdat their needs in the program to the extent that they can, or
explain real technical and fiscal limitations in a way that program constituents can
understand. This process is complicated by cultural differences in military service
doctrine, jargon, and planning. Furthermore, the joint program manager must
always be aware that senior defense officials and Congress may become involved in
very large or well-publicizedjoint programs.

Technology provided the means to win the Gulf War, but it was leadership,
the painstaking creation of a quality force, and ewars of hard training that
brought the victory about. (Col Harry G. Summers, Jr., USA, Ret, On
Stratev IT: A Critical Anavs of the Gulf War. 1992)
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ANNEX A

MEMORANDUM OF AGREEMENT

ON MANAGEMENT OF

MULTI-SERVICE PROGRAMS
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MEMORANDUM OF AGREEMENT ON THE MANAGEMENT OF

MULTISERVICE SYSTEMS/PROGRAMS/PROJECTS

1. Purpose:

This Memorandum establishes policies for implementing multiservice systems,
program/project management in accordance with DoD Directive 5000.1,
"Acquisition of Major Defense Systems," 13 July 1971. It is the basic policy
document for management of multiservice systems, programs and projects, and the
framework within which, like DoD Directive 5000.1, acquisition management
procedures must operate.

2. Policy:

The Service designated as the Executive Agent shall have the authority to
manage the program/project under the policies and procedures used by that Service.
The Program/Product Manger, the Program /Project Management Office, and, in
turn, the functional elements of each Participating Service will operate under the
policies, procedures, data, standards, specifications, criteria and financial accounting
of the Executive Service. Exception, as a general rule, will be limited to those where
prior mutual agreement exists or those essential to satisfy the substantive needs of
the Participating Services. This may require the Participating Services to accept
certain deviations from their policies and procedures so as to accommodate the
assumption of full program/project responsibility by the Executive Service.
Demands for formal reporting as well as non-recurring needs for information will be
kept to a minimum.

3. Respoasibilities:

a. The Executive Service will:

(1) Assign the Program/Project Manager.

(2) Establish an official manning document for the
Program/Project Management Office which will incorporate the positions to be
occupied by representatives of the Participating Services, e.g., Department of the
Army Table of Distibution and Allowances (rDA)Department of the Navy
Manpower ListinglDepartment of the Air Force Unit Detail Listing (UDL). The
manning document developed from the Joint Operating Procedure on Staffing will
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also designaWe a key position for ocumncy by the Senior Rwrentative from each
of the PaNricipating Services.

(3) Staff the Programflrect Management Office vdth the
exceptko of the positions idenified on th nanning docmet for o=pancy by
personne to be provided by Ut Participating SweAc Integrate ut Participating
Service personnel into the Program/Project Managmet Offie

(4) Be reqipaibk for the administrative support of the
ProgramiProject Managemnt Offlot

(5) Delineate funcional tasks to be acmphsh by all
paricipants,

b. The Participating Services will:

(1) Assign personnel to th Program/Project Management
Office to fill identified positions on the mannin document and to assist the
PrOgr Prject Manager in satisfying h requirments of aU participants.
Numbers, qualifications and specific duty assignments of personnel to be initially
provided by each Participating Service wil be reflected in the Joint Operating
Procedure.

(2) TIe Senior Rpsativ from each Participating Service
wil be reflected in the Joint Operating Procedure.

(3) The Senior Represntative from each Participating Service
will be assigned to a key position in the Program/Poject Management Office and
report direcl to, or have direct access to, the rjec Manager. This key
position could include assignment as Deputy to Program/Prjoct Manager. He will
function as his Service's representative, with responsibilifies and authorities as
outlined in Paragraph 3.d of this Agreemen

(4) Provide travel funds and support necessay for the
accomplishment of ft responsibilities of their representativ in the management of
the PrgramfProect.

(5) Accomplish Program/Project functional tasks as specifically
assigned in t Charter, in Ut Master Plan and Joint Operating Procedures (JOPs),
or as requested and accepted during the course of the Prgranmroject

c. TIe Program/Project Manager wiU:

(1) Sasy the specific operational, support and status reporting
requirements of A Participating Services.
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(2) Be responsible for planning controlling coordinating,
organizing and directing the validation, development, production, procurement and
financial mana g the Program/Project

(3) Review, on a continuing basis, the adequacy of resources
assintA

(4) Assure that planning is accomplished by the organizations
responsible for the to e functions of logistics support, personnel training,

operational testing, military construction and other facilities, activation or
deployment

(5) Refer to the appropriate authority those matters that require
decisions by higher echelons. The following items will be referred to appropriate
authority:

(a) Deviations from the established Executive Service
policy except as specifically authorized by the Program/Prject documentation
(reference Paragraph 4 below).

(b) Increases in funding of the Program/Project

(c) Changes to milestones established by higher
authority.

(d) Program/Pmject changes degrading mission
performance or altering operational characteristics.

d. Participating Service Senior Representative(s) within the
Program/Project Management Office will:

(1) Speak for his parent Service in all matters subject to the
limitations prescribed by his Service. Authority of the Service Senior Representative
is subject to the same limitations listed above for the Program/Project Manager.

(2) Refer to his parent Service those matters which require
decisions by higher echelons.

4. Documentation:

Management for particular Multiservice Program/Projects shall be documented
by:

(a) A Multiservice Promgam/Prject Manager Charter. The responsible
Commander in the Service having principal Program/Project management
responsibility will cause the preparation, negotiation and issuance of a jointly
approved Charter which will identify the Program/rject Manager and establish his
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management office The Charter will define his misson responsibility, authontv
and major functions, and describe his relationships with other organizations which
will use and/or support the Program/Project The Charter will describe and assign
responsibility for satisfying peculiar managment requ"ements of Participating
Services which are to be met in the Program/Project and will be jointly approved of
the Headquarters of each involved Service by persons officially appointed to approve
such Charters.

(b) A ProgramProject Master Plan, This is the document developed and
issued by the Program/Project Manager which shows the integrated time-phased
tasks and resources required to accomplish the tasks specified in the approved
statement of need/performance requirements. The plan will be jointly approved for
each involved Service by persons officially appointed to approve such plans.

(c) Joint Operating Procedures (JOPs). These will identify and describe
detailed procedures and interaction necessary to carry out significant aspects of the
Program/Project. Subjects for JOPs may include Systems Engineering, Personnel
Staffing, Reliability, Survivability, Vulnerability, Maintainability, Production,
Management Controls and Reporting, (including SAR), Financial Control, Test and
Evaluation, Training, Logistics Support, Procurement and Deployment. The JOPs
will be developed and negotiated by the Program/Project Manager and the Senior
Representative from the Participating Services. An optional format is suggested in
Attachment I to this Agreement- This action will be initiated as soon as possible
and accomplished not later than 180 days after promulgation of the Multiservice
Program/Project Manager Charter. Unresolved issues will be reported to the Charter
approving authorities for resolution.

(d) Coordination/Communication. Where Participating Services arc
affected, significant program action, contractual or otherwise, will not be taken by
the Program/Project Manager without full consultation and coordination with the
Participating Services while the matter is still in the planning stage. All formal
communications from the Program/Project Management Office to higher authority
in the Executive or Participating Services will be signed by the Program/Project
Manger or his designated representative. Substantive change to the Charter, Master
Plan, or JOPs will be negotiated with affected participating Services prior to issuance
as an approved change. No restrictions will be placed on direct two-way
communications required for the prosecution of the Program/Project work effort,
other than that r6quired for security prposes.

1 Atch

JOP Format
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We approve this Memorandum of Agreement and its implementing regulation.

Is/HENRY A. MILEY, JR.

General, USA

Commanding General

US Army Matetiel Command

//.C. KIDD, JR.

Admiral, USN

Chief of Naval Material

Naval Material Command

IsIJACK I. CATTON

General, USAF

Commander

Air Force Logistics Command

/s/GEORGE S. BROWN

General, USAF

Commander

Air Force Systems Command

20 July 1973
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Joint AMC/NMCIAFLC/AFSC Operating Procedure format.

I. INTRODUC-ION:

This paragraph is intended to give a description and a brief review of the
functional area of interest including why the JOP is necessary. Outline briefly the
overall requirement which needs fulfillment.

II. SCOPE:

This scope will outline the various phases of the Program/Project and tie down
the overall limits of the functional area of interest in terms of time and any special
provisions or limitations.

m. REFERENCES:

Include all applicable AMC/NMC/AFLC/AFSC regulations, directive, etc.,
that are pertinent to the functional area of interest

IV. RESPONSIBILITIES:

This paragraph is intended to identify the relationships and responsrble entities
such as who has the overall management responsibility and who has the support
responsibility. IN addition, this paragraph should describe what tda "product" or the
effort should be.

V. PROCEDURES:

This paragraph should define the work to be accomplished and indicate the
main steps of action, including coordination, which are required to conduct the tasks
involved properly in developing the functional area of interest.

APPROVAL:

Senior Representative Program/Project Manager

Participating Service Executive Service

Attachment 1

FOOTNOTE:

1. This memorandum of agreement is published as a joint regulation, AFLCIAFSC
R 800-2. AMCR 70-59/NAVMATINST 5000. 10A.
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